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Abstract 
Objectives: In the article we analyze how managerial style impacts satisfaction of employees and their adherence to the 
organization’s objectives, by means of a controlled in-class experiment. Methodology: We exposed subjects to six scenarios 
based on combination of: (1) two managerial styles (authoritative vs. participative) and (2) three levels of manager’s readiness to 
provide benefits for employees. Than we measured overall employees’ satisfaction and adherence to the organization’s 
objectives. We also enacted supplementary psychometric testing (MBTI), widely used in managerial research. Results were 
processed: (1) Empirically, as micro case-studies; with direct managerial and pedagogic implications. (2) Statistically, using 
correlation analysis; bringing wider theoretical generalizations. Findings: Best managerial strategy is based on a naturally 
equilibrated relation between manager’s authority and readiness to provide benefits. It’s when the employees manifest highest 
overall satisfaction and adherence to the company objectives. Other interesting finding: Level of current employee’s benefits does 
not primarily affect their overall satisfaction; low level of benefits could be outweighed by a good managerial communication 
strategy, and vice-versa; high level of benefits will not generate maximum employees’ satisfaction if manager does not show 
certain authority. Conclusion: Based on the results, we suggest a new theory of “leadership triangle”, consisting in an equilibrated 
relation between manager’s authority, respect to employees’ needs and adherence to the common objectives. This is applicable at 
the level of individual interpersonal communication as well as at the global organization level. 
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1. Introduction 
Leadership and efficient managerial styles have been for long time in the centre of attention of scholars and 
practitioners. Since very early époques of management science there is a highly intriguing question what 
management style and in what conditions brings the best results for the organization and its employees?  
We decided to address this question based on the inspiration of practices used in the Assessment centers, where 
the leaders must demonstrate certain competencies as (1) “influence”, a competence to influence others and (2) 
“sensitivity”, a competence to be sensitive and comprehensive to the positions and feeling of the other side and 
finally (3) sense of “organizational integrity”, a capacity to adhere to the overall objectives of organization.(Vaculík, 
2010)  
In the assessment centers, when choosing leaders, obviously, other qualities and competencies are tested as well, 
f.e. capacity to process information of different qualities (verbal, logical, numerical, etc.) or communication and 
presentation skills, inner personal integrity, capacity to work under stress or time limit, orientation to the 
performance and achievement of results, capacity of teamwork, client orientation, assertively, openness and 
reactivity to change, etc. When choosing a competence, it is implicitly, crucial to understand and respect the specific 
needs and culture of specific organization (Hroník, 2002, Montag, 2002). 
Nevertheless, on the intuitive basis, in our study we decided to focus on the above mention first three 
competencies and their respective interrelation: (1) manager’s authority, (2) respect to others, (3) common objectives 
of the organization, as we consider it crucial for any manager or leader. And consequently we will suggest a new 
theory of “leadership triangle”; with supposedly high practical implications.  
We decided to provide an evidence to prove the viability of the empiric theory of a “leadership triangle (authority, 
respect, common objectives) by means of the in-class experiment that provides reliable data and serves as a highly 
efficient teaching tool. 
2. Theoretical background 
2.1. Managerial styles as a continuum of leadership 
Management styles could be divided in several basic groups or attitudes corresponding to the continuum of 
degree of freedom that the managers permit to the subordinates during the decision making process (Tannenbaum, 
Schmidt, 1973). The degree of freedom is nicely explained at the Fig. 1. 
 
Fig. 1. Continuum of leadership Source (Tannenbaum, Schmidt, 1973) 
More recent management theories, in the respect of the continuum of freedom, distinguish among following types 
of leadership: (1) autocratic, (2) democratic, (3) participative and (4) laissez-faire style (Management style. 2010). 
Management style could be crucial for the performance of the organization as well as for employees’ satisfaction. 
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2.2. In-class experiment as a scientific method 
From other approaches we can mention categorization by Allery (2004) who divides methodologies in (1) 
Simulation: Any structured experience designed to reflect reality, real life and real situations (e.g. role play, major 
incident exercises). (2) Game: A competitive activity with a prescribed setting, constrained by rules and procedures. 
The learning results from playing the game (e.g. interactions and behaviors exhibited) and not from the academic 
content or specialist subject matter. (3) Simulation-game: A reality based game; learning results from the subject 
matter. (4) Exercise: A structured, non-competitive, experiential activity. 
Our approach is based on the simulation with the features of structured experience and could be defined as 
follows (Cooper, 2007): A good experiment tries to capture the most relevant features of reality in a simple, carefully 
controlled environment. Good experiments are usually designed to test specific hypotheses, sometimes derived from 
the implications of some economic (or managerial) theory and other times based on previous observations in either 
experiments or field data. (To replicate a reality, we use a field experiment. To replicate a formal model we use 
theory.) 
The above mentioned notion of simulation as a structured experience in a carefully controlled environment 
designed to test specific hypothesis or at least behavioral tendencies; this corresponds perfectly to our needs and 
intentions to test the theory of leadership triangle and further to it, this method serve as an efficient teaching tool. 
2.3. Leadership and personality types as measured by the Myers-Briggs Type Indicator 
Myers-Briggs Type Indicator (MBTI), based on the Jungian theory of personality, is massively used in 
organizations in the recruitment and optimization of team working and human resources in general. Goby and Lewis 
(2000) suggest that inclusion of the MBTI test into the in-class activities can bring better insight and understanding 
of managerial styles and could be also very instructive for students from the pedagogical point of view as stimulates 
self-understanding and psychological processes underlying the organizational ones. 
William and Martinko (1996) suggest that the typical constellation of managers according the MBTI system is TJ 
(Thinking, Judging); managers tend to prefer thinking over feelings, and planned and structured work over ad hoc 
or spontaneous activities. Carr (2006) compared a group of 8.000 managers and non-managers and found that the 
main difference between the two groups consists in the aspect Thinking versus Feeling. Among the managers, 85 % 
made their decision on the logical objective analysis, compared with only 45 % of non-managers. Carr (2006) finds 
higher proportion of Judging (J) than perceiving among the managers; what corresponds to the above mentioned 
findings of Wiliam and Martinko (1996). Carr (2006) finds also higher proportion of Extraverts among the 
managers, and concludes that managers in general fall into the following four groups ESTJ, ENTP, ISTJ and ENTJ. 
On the contrary a general population falls within the following four groups ISTJ, ISFJ, ESFJ and ESTJ, according to 
the Office for National Statistics founds (UK). Rice and Lindecamp (1989) found that the business income of small 
retailers correlated with MBTI personality types; notably the Thinking-Extraverts (TE) had the best results. We 
can say, that the TE aspect corresponds to a more general capacity to sell one’s products and ideas, hence it’s an 
important managerial quality. 
Interestingly, both above mentioned authors suggest that female managers tend to imitate male managers in the 
priority of decision-making aspect based on Thinking, even if women in general population have higher preference 
of the decision based on the feeling (F). 
Passmore et al. (2010) enacted a study on executive coaches and counselors in the UK and found that coaches 
have much higher intuitive preference (N) than a sensing (S) when compared to the wider population. Further 
coaches are guided by the thinking preference (T) than counselors who have higher preference of feeling (F). 
As regards team effectiveness, Varvel et al. (2004) found that MBTI does not predict particularly a team 
effectiveness, on the other hand, understanding the personality types based on the theory behind the MBTI increase 
mutual understanding of interpersonal differences and facilitates communication among different personality types 
within the team and thus increases the team effectiveness.  
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3. Objectives and methodology 
In the following chapter we will define objectives, research question and methodology that was guiding us in our 
research. 
3.1. Objectives and research questions 
The objective of this article is to (1) provide an empirical testing for the theory of “leadership triangle” based on 
the interconnection of: authority of manager, his or her capacity to listen to the employees and the acceptance and 
subordination to the overall objectives of the organization and (2) shed the light on the psychological processes 
underlying these managerial situations. 
Our research is at an initial stage, hence we are not in the measure to develop scientifically valid hypotheses, 
that’s why we have to satisfy ourselves with simple descriptive research questions as follows: 
(1) Is there an interrelation between the managerial style (autocratic vs. democratic) and the consequent level of 
overall satisfaction of employees? 
(2) Is there an interrelation of managerial style and the employees’ acceptance of common organizations’ 
objectives? 
(3) Could the managerial style (autocratic vs. democratic), in a certain case, by of higher importance than the 
concrete benefits offered to the employees as regards their overall satisfaction?  
(4) People who chose a managerial/leading position have certain personality traits. Is there a specific pattern as 
regards Myers-Briggs Type Indicators? In other words, the group of participants who choose to play managers in our 
class activities will have higher proportion of extraverts (E) over introverts (I); higher proportion of thinkers (T) to 
feelers (F), and eventually higher preference of judging (J) to perceiving (P) style.  
3.2.  Methodology 
To test the above mentioned questions we provided a series of in-class experiments based on the in-class activity. 
In total we have enacted seven in-class simulations. The experiments were enacted on the ground of the Faculty of 
Business Economics of Mendel University in Brno, in the frame of seminars of Management (aimed for students of 
2nd grade, specialized in business) and seminar of Managerial skills (aimed for students of 2nd and 4th grade, 
specialized in business or IT for business). 
First activity: The simulation took approximately 45 – 50 minutes, including explanation, simulation itself, 
followed by the review, analysis and discussion with students aiming to draw conclusion of what we have learned in 
the simulation. 
Instructions for students instructions were following: (1) Make a group of 3 to 4 people, depending on the total 
amount of people participating in class. (2) Choose a captain; the others will be a boat crew. (3) Than captains 
receive instructions how they should act (authoritative, democratic) and to what level of benefits they should 
allowed (zero, low, medium, top benefits). Benefits rregarded the place where the smoking for crew was allowed. 
Zero benefit meant no smoking. Low benefit smoking at the bottom deck (small space, difficult access). Medium 
benefit meant smoking at the middle deck (better access, better view, more space). Top benefit meant smoking on 
the top deck, exclusively reserved for high rank officer. (4) Consequently the captain and the crew negotiated the 
level of benefits. We gave an assumed that all the crew members were regular smokers. 
Second activity: On the trial bases, in some classes, we introduced a short activity where students in pairs took a 
role of a manager and an employee and negotiated the amount of wage increase. In few classes we enacted both 
activities. 
Questionnaire was distributed at the end of activities and filled by the participants, where they declared: (1) 
level of overall satisfaction with the result of negotiation on benefits, (2) level of their identification with objectives 
of the boat (the objective was to transport the cargo quickly and safely to the destination). The last pare of 
questionnaire consisted a short version of MBTI test. 
At this stage, the experimental part was over, but the pedagogic process continued in the form a reflection of past 
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events, in accordance with the theory of Kolb’s learning cycle, see for example Vince (1998) or Jackson (1995). 
Instructor writes the results of negotiations alongside with satisfaction levels of participants on the whiteboard and 
analyzes all interesting cases. When the results are somehow not consistent, instructor asks the participants for more 
explanation on the negotiation process; this usually brings very interesting findings on the functioning of the group 
dynamics and negotiation strategy. At the end of the session, in line with the Kolb’s cycle, students with the 
instructor draw main theoretical conclusion and summarize the general knowledge acquired throughout the 
exercise. 
4. Results 
This chapter will be divided into two sub-chapters. First concerns findings regarding the managerial styles and 
consequent employee’s satisfaction and identification with the organization’s objectives. Second part deals with 
findings on personality types related to the leadership/managerial tendencies. 
4.1. Results regarding management styles and consequent employee’s satisfaction 
Following results are based on the generalization of results of the simulation that was run in seven classes, each 
class used four to five groups (boats). The level of satisfaction and the level of identification with the objectives 
were quantified by means of a five-degree Lickert scale (1 – strongly disagree, 2 – disagree, 3 – partly disagree, 
partly agree, 4 – agree, 5 – strongly agree). Than an average value was calculated, see Tab. 1 
Table 1. Impact of managerial style on employee’s satisfaction and their identification with organizations’ objectives 
  Captain used authoritative negotiation style Captain used democratic negotiation style 
 







We did not use this segment Satisfaction of employees: 4–5 
Identification with organization’s objectives: 4–5 
Medium 
benefit 
We did not use this segment Satisfaction of employees: 4–5 
Identification with organization’s objectives: 4–5  
Low 
benefit 
Satisfaction of employees: 1–2 
Identification with organization’s objectives: 1–2 
Satisfaction of employees: 3–4 
Identification with organization’s objectives: 3–4 
Zero 
benefit 
Satisfaction of employees: 1 
Identification with organization’s objectives: 1 
Satisfaction of employees: 1–2 
Identification with organization’s objectives: 1–2 
 
Even if the Table 1 might appear simplistic, it does provide important managerial, pedagogic and scientific 
implications that could by summarized as follows: 
a) The overall level of satisfaction of workers does not depend primarily on the level of benefits or on their 
restriction, but integrally on the quality of the captain’s communication style. There were some special cases where 
captain with good argumentation and high communication skills managed to achieve overall average satisfaction of 
3, even if the benefits given to the crew were zero.  
b) On the other hand, when the captain (manager) was arrogant in communication, the overall satisfaction of 
the crew was lower and so was the identification with the objectives, especially with zero benefits. In these cases 
the students playing the crew were upset and disharmonized even after the simulation ended. 
c) Even a higher level of benefit could be accompanied by the lower level of satisfaction in the case when 
captain does not demonstrate a sufficient level of authority. We had the case when the captain acted in a 
phlegmatic and disengaged manner, and allowed maximum benefits and surprisingly, some members of crew did not 
show maximum satisfaction.  
d) On the other hand, captains that demonstrated high level of personal authority but strictly applied 
democratic communication style achieved very high level of satisfaction. This technique could be called “fist 
show power than accept, if there is sufficient pressure”. This strategy always assured very high satisfaction at all 
levels of benefits. 
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e) Probably the best rate of employees’ satisfaction-to-zero benefits was achieved where captain affirmed the zero 
benefits (as there was strict scenario for the game), but than engaged to undergo it together with the crew. This 
combination of strong personal authority and personal participation and solidarity generated the best satisfaction-to-
employment ratio. 
e) What is highly interesting, crew in most of the cases did not insist on the top benefits (i.e. accessing the top 
deck that is according to the instruction strictly reserved to the high-ranked officials only). This indicates that 
employees have something that we might call a capacity of self-reflection or a natural tendency not to be 
excessive in demands. 
Based on the above mentioned finding we suggest a theory of efficient managerial approach and we decided to 
name it a “leadership triangle”. See Fig. 2. 
 
Fig. 2. Triangle of leadership 
The theory of “leadership triangle” suggests that the most efficient results, as regards level of satisfaction and 
identification of employees with the common objectives is achieved when manager exercise and demonstrate a triple 
competence: (1) Personal authority/influence, (2) Capacity to listen and understand the employees. Here we have to 
emphasize the verbs to “listen” and to “show understanding”. This is the key to achieve employees’ satisfaction, 
even if manager does not allow or accord all the imaginable benefits. (3) The good combination of the two above 
mentioned qualities bring the iidentification with the organization’s objectives as a common vision. 
4.2. Results regarding management styles and consequent employee’s satisfaction 
In this part of the research we included data from both activities, explained in the methodological part. The two 
activities were slightly different, but the contexts were the same: students were asked to decide among themselves 
who will be manager in the group of 2 to 4 people and consequently, managers and subordinated negotiated level of 
benefits for the employees. 
This simple behavioural framework however brings an interesting opportunity to study who has the tendency to 
become a manager. Using the MBTI test seems to be highly appropriated. We remind the results of previous 
research Wiliam and Martinko (1996), Carr (2006), Lindecamp (1989), shows that managers tend to have 
personality traits as follows: Extroverts (E) above Introverts (I), Thinkers (T) over Feelers (F), Judging (J) over 
Perceiving (P).  
Our findings correspond, to a large extent, to the previous research, see Fig. 2. Group of students who opted to be 
managers consists of 75 % of Extraverts and 70 % of Thinkers. 
On the contrary with William and Martinko (1996) and Carr (2006), the Judging personality does not prevail in 
the group of managers, but is rather equal with Perceivers. We suppose it is given by the nature of the in-class 
activity. Even if we ask who want to be a manager, the activity as such has for students an aspect of an unknown 
surprise. Students are not used to this type of activities and cannot expect what will in fact happen. Hence, perfectly 
in line with the Jungian theory, that this type of situation naturally attracts Perceivers and discourages Judgers. 
It is interesting to mention a high number of Sensing (80 %) over iNtuitives (20 %), as the literature does not 
explicitly mentioned it as a personality trait corresponding to the managerial tendencies. We do not have a direct 
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answer to it and further investigation would be necessary. It would be interesting, for example, to analyze who were 
the other people in the group who opted for not to become managers in relation to those who did. However, we 
suppose that high interest of Sensing people in the group of managers was given by the nature of the activities. Both 
activities, from the very beginning, were presented as a simple and well structured, uncomplicated, practical, 
empirical and “on the ground”; strictly excluding of any imaginable complexities or theories; this by definition 
attracts Sensing and can discourage iNtuitive personality types. 
 
Fig. 3. Structure of MBTI traits in the group of those who decided to act as managers in the pedagogic experiment/activity 
We would like to mention one more interesting fact that appeared as a by-product and was not directly envisioned 
by the research. In some classes we enacted both activities, on the trial basis. Later when we analysed questionnaires 
we discovered that some people who opted to be a manager/captain in the first activity, opted for not to be managers 
in the second activity. We also remind, that between the two activities we completely re-mixed the groups; after the 
game with the captain and crew, we asked the student to move physically in the class and find randomly another 
partner, to play the game on wage increase negotiation, where the students were supposed to decide again who will 
become a manager for the new activity.  
We analysed the MBTI profiles of the persons who switched from the captain to the subordinate in the second 
activity. We came to the conclusion that if captain from the first activity had prevalent personality type I F and/or P, 
he or she would switch to the subordinate, if his or her new counter-part be high in E T and/or J. This is an 
extremely interesting finding, as it might serve as an indicator of who is a naturally pre-disposed leader in the group, 
before the group dynamic starts. Even if this finding was a by-product, appearing coincidently, we consider it as a 
probably most interesting direction for further research. 
5. Conclusion and discussion 
Even if the empirical in-class experiment might seem simple, it is based on interesting hypothesis, that hold both 
intuitively and empiricaly, bringing very strong pedagogic message: the way the manager deals with the people 
could be more important for the overall job satisfaction than the actual employees’ benefits. And overall satisfaction 
is closely relied to the respect and adherence to the common objectives of the organization and consequently to the 
overall organizational performance. Repeatedly (in the course of 7 in-class simulations with classes of 20–25 
students), the best managerial strategy appeared to be the one when the manager demonstrates and exercises certain 
authority, but on the other hand listens and understands the employees’ needs, and after certain reasonable pressure 
manager allows certain benefits. Our research shows that the benefits do not have to be maximal to generate 
maximum overall satisfaction. This strategy also generates highest adherence to the common objectives of the 
organization. 
Hence we suggest a theory of the leadership triangle, where an ideal managerial strategy should be based on a 
natural and organic interrelation of manger’s authority, respect to the employees and adherence to the organization’s 
objectives. To our view, this theory or principle could be seen and applied at the individual level of interpersonal 
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communication as well as on the global level of an organization. The method of the in-class experiment appears to 
be highly legitimate, allowing quickly and simply simulate the real business environment and on the other hand 
thanks to its simplistic structure helps to eliminate all the variables and conditions that we do not wish to include to 
the current testing. We are strongly encouraged and we strongly encourage to use and develop these methods and 
approaches at all three levels: pedagogic, scientific and managerial. 
We also saw that combination of simple experiential activity with a empirically justified and easy-to-interpret 
psychometrics (MBTI) can reveal surprisingly deeper psychological processes underlying the principles of the group 
dynamics in the managerial settings, what again enriches the pedagogic effects and offers direction for further highly 
suggestive research. 
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